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l. The Objectives of QRE in Reviewing the Dulles Report

In reviewing the Dulles Report, the Office of Reports and Estimates
has as its basic 6bjective, not self-justification or the denial of
admitted shortcomings, but a genuinely constructive effort to shed the
light of practical working experience upon the problem of improving
the production o? th;:f:;etun!t-intelligence upon which United States
policy should be based.

ORE has, therefore, proceeded to examine the recommendations con-
tained in the Dulles Report, has pointed out certain impractical aspects,
and has indicated how the recommendations might be most effgctively
implemented. ORE considers that its intimate acquaintance with the
actual problems involved in the production of national intelligence
enable it, with the help of the admirabdx detached perspective of the
Dulles Report, to suggest concrete means for carrying out the principles
underlying the Report.

2. ORE Reaction to the Report as a Whole

he Dulles Report qg‘an admirable effort to re-direct
CIA to fundamgptgls‘ d first principles in the production of national
intelligencq} enhﬁgﬁgéi;;s in effect a return to the concepts developed
at the close of the war during two yearsvof earnest and intense dis-
cussion among the most experienced intelligence perspnnel in Washington.
The observations of the Committee appear accuraté??%gg’objectives are
sound; but its conclusions are in many respects faulty, and the re-

commendations for their attainment are in many cases impracticable,
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Although the proposals bearing on this Office lack, perhaps by intent,
both precision and detail, ORE believes that sound administration of
the suggested organization, combined with strong NSC direction to

the TAC agencies to make their facilities available to CIAM
about improved intelligence production.

The Report's greatest weakness stems from the Committee'!s reg-
tricted concept of the extent to which the departmental intelligence
actiyities needed to be investigated in order to appraise their

Wthe operations of CIA. Although the Committee
claimed to appreciate the danger of considering CIA activities alone
and frankly stated that some correctives were needed outside CIlA,
specific recommendations were addressed only to CIA and an indefensible
share of responsibility for CIA's admitted shortcomings was attributed
to the Director. The resulting Report contains many acute observations

but it also embodies recommendations which eould not by themselves bring

about the desired results.
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3.

&#%, SUMMARY OF ORE RECOMMENDATIONS

GUJ§QZMQCawnwmx;ﬁtéﬁzvgd:éé&m«#'dv€§&q1ZXé~,

On the basis of itsA the conclusions and recommendations
of the Dulles Report, ORE : the following&

(1) NSCID #1 and NSCID {3 should be revised to:

(a) redefine CIA's intelligence production responsibilities
as set forth in Section II, paragraph 1 b;

(b) define those intelligence categories, in fields of
common interest, which should be produced centrally
by CIA;

(c¢) clarify and define depeartmental intelligence responsi-
bilities to CIA;

(d) require departmental intelligence agencies to grant
priority to the production of intelligence required by
CIA; and

(e) clarify IAC coordination procedures on CIA estimates
as recommended in Section II, paragraph 4.

(2) Reorgenization of ORE may be required to provide for the
production of national intelligence estimates, as distinguished from
central research in intelligence fields of common concern. Such re-
organization should not mmmmebe attempted, however, until the action
in paragraph (1) above has been completede ORE should not be divided
into two separate CIA Offices for the purpose of separating the two
types of intelligence production unless the need for such action is
proved and demonstrated.

(3) ORE agrees that ICAPS should be responsible solely to CIA and
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not to the departmental agencies its members are supposed to represent.
It strongly recommends, however, thet ICAPS should not be reconstituted
along the lines suggested in the Report, but should be replaced by =
working staff acting for a Council, composed of the D/CI and his
Asgistant Directors, and established to deal with intelligence problems
of concern to two or more offices of CIA. The Assistant Directors
concer?ed should attend all meetings of the IAC standing committee.

(4) ORE has no desire to operate the CIA,iibrary nor to assune
the functions of the Foreign Documents Branch, as long as such services
continue to be donducted in support of ORE. It is recommended, there-
fore, that these two functions remein where they are or be merged as a
library service within QOCD.

. (5) ORE regards as one of its major responsibilities the furnishing
of specific and long-range guidance to 00 and 0SO collection facilities,
through the development of coordinated interdepartmental requirements
for information. It recommends that this function should not be de-
centralized to 00 and 0SO.

(6) ORE direct working-level reletions with N3C, JCS, and the State
Department Policy Planning Staff should be =suthorized in order (a) to ‘

celve he_guidance necessary for its production effort, and (b) to
give more direct and effective intelligence support to policy and

operational levels.
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II.

ORE CQMMENTS ON SPECIFIC DULLES REPORT CONCLUSIONS AND RECCMMENDATIONS

1. CONCLUSION & RECCMMENDATION - CHAPTER V (1)
In the Central Intelligence Agency there has been confusion

between the responsibility of producing coordinated national

intelligence estimates and responsibility for miscellaneous

research and reporting activities.

CONCLUSION & RECOMMENDATION - CHAPTER VI (L)

The various reports, studies and summaries which are not

national intelligence or recognized services of common concern

should be discontinued.

a3+ These two points have been considered together as they are
part of the same problem.,

be ORE believes that what the Dulles Committee describes as

RS PSS

Wconfusion® has resulted from CIA's recognition of its threefold
responsibilities as the producer of national estimates, as the
intelligence facility of the NSC, and as the agency responsible

for performing services of common concern, The Committee has failed
to recognize the gap that exists between CIA's explicit responsi-
bilities, as set forth in NSCID #3, and CIA's implicit responsi-
bilitie; as the intelligence facility of the NSC. Moreover, NSCID #3

Ao
ighrigid with respect to CIA's production responsibilities and so

flexible wit Tesp ct to tho of he departmental intelligence '
U wthy, U A thseid 7 W
agencies as a working documen@, The ‘

Committee's conclusion is made on the basis of a dangerously limited

view of CIA's responsibilitfb%or intelligence production. Such

responsibilities should be considered not solely >
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in terms of the production of "coordinated national intelligence

estimates® and"intelligence in fields of common intereét" but

also in terms of CIA'S role as the intelligence facili}y of the
President, the National Security Council and such agencies as
may be designated by them, “ !

!!. CIA intelligence production responsibilities should in-
clude the following, and NSCID #1 and NSCID #3 should be modified
accordingly to include a revised and more appropriate definition
of national intelligencei¢;¢7 .

(1) To produce intelligence required to reduce to
the minimum

: the element of surprise in
foreign situations and developments which affect U, S.
national security.
(2) To produce coordinated intelligence estimates re-
quired for national plamning, policy and operational decisions.
(3) To produce intelligence required to support those
agencies designated by the NSC,to receive it.
(k) To produce intelligence in fields of common in-
terest to CIA and the departmental intelligence agencies,
including economic and scientific intelligence,
(5) To produce intelligence required for CIA estimates
not normal to any departmental responsibilities.
é. It should be noted that paragraph @ (2') above is the only
category of intelligence which conforms to the definition of national
intelligence in NSCID #3. |
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2. CONCLUSION & RECOMMENDATION - CHAPTER V (2)

The provisions of the National Security Act for the production

of national intelligence estimates, as interpretew the

National Security Council Intelligence D:.rectives g;e sound

but_have not been effectively carried out.

a2+« OFE concurs in the assertion that the provisions oflthe
National Security Act for the production of national inteﬁ?;ence
estimates are sound, but does nbt concyr in the statement that these
provisions are adequately interpretec% NSCID's)ﬂ particular{ /V m
rafsmsnew-bo~ NSCID #1 and NSCID #3.
‘be ORE has taken this position for reasons cited in para-
graph 1 b and ¢ above, and for the following additional reasons:
(1) The directives do no’t‘provide for adequate
treatment.of the matter of priority within the depart-
mental intelligence agencies with respect to their
support of CIA., Consequently, CIA is unable to make
optimum use of departmental intelligence as—pmesent
déreobives-sdquire®f and cannot depend upon timely
departmental &:’cion in meeting CIA commitﬁnents and

e,
(2) <Prey do not adequately a'llocate production
responswllltles/ ﬁ deﬂne telligence fields of

common concern.

(3) The present policy governing IAC coordination of

Ci4i Estimestes in the directives is inadequate for the

PUrpOSE o (Ref para. 4 below/
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3. CONCLUSION & RECOMMENDATION - CHAPTER V (3)

There should be created in the Central Intelligence Agency a

small Estimates Division which would draw upon and review the

specialized intelligence product of the departmental agencies

in order to prepare coordinated national intelligence estimates.

CONCLUSION & RECCMMENDATION - CHAPTER VI (1).

In addition to the Estimates Division recommended in the previous

Chapter, there should be created out of the present Office of

Reports and Estimates a Research and Reports Division to accomplish

central reséarch in, and coordinated production of, intelligence

in fields of common interest. The staff of this Division should

include sufficient representation from the State Department and

the Services to insure that their needs are adguately met.

a. These two recommendations have been considered together inasmuch

as they are part of the same problem,,

p

Q"g "' .‘ nﬂ“i e "-‘ -‘: . . ge T A
1 A o olap S0t aretonch dgig

/2 A )&AQJ;Jﬂtélti’ﬁhhfkdijbt/ub1ﬂwCO“‘*&M“;“1£‘ ‘

u « InORE, ofinion is divided .em-—the-question-ef the ﬁecessity or

* P QRE .
desirability of a drastic internal CRE=SS=GS# reorganization now. !ﬂf*uuﬂwﬂh,zg
the Commitiee's recommendation means that the Estimates Division is to
be euffigieﬁtly large¥to provide its own relatively high level research
support, the reédmmendation is workable and might result in simplifica-

tion of the process of producing estimates, Similarly, the proposed
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P 8conomic

research the present Map Branch and

>~

such other Marities as might be determined to belong there,
profitably operate apart from the Estimates Division. Tt

pointed out, however, that these recommendations are made within the
framework of the entire gport.mﬁ would tewesese be highly
inadvisable to- o present ORE functions
without making sure that corresponding changes in the functions and

should also

facilities of the departmental int,gf particularly

in their relationships to CIAg 2
be recognized that decentralization of intelligence production res-

ponsibilities,as recommended in the Feport, SEATEIAL

problems of coordination, fg.ow, routing, and priorities of acgess to
S OAAI, b&
source materials) éntial danger of)duplication of effortﬂ"‘a ; 'ﬁ
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~ - le CONCLUSION & RECOMMENDATION - CHAPTER V (L) <

Under the leadership of the Director of Central Intelligence,

these estimates should be submitted for discussion and approval

by the reconstituted Intelligence Advisory Committee whose mem-

bers whould assume collective responsibility for them.

CONCLUSION & RECOMMENDATION - CHAPTER V (5)

Provision should be made in these arrangements for the handiing

of crisis situations when coordinated estimates are required

without delay.

CONCLUSION & RECOMMENDATION - CHAPTER V (6)

Coordinated intelligence estimates produced in this way must, in

order to be effective, be recognized as the most authoritative

estimates available to the policy makers.

2. These three recommendations have been considered together as

parts of the same problem.

be ORE cannot agree with the view that members of the JAC should
assume collective responsibility for CIA estimates. It is considered

that the main q;aa%tic?¢ is what sort of estimate should emerge from the

mjf intellig*ce ergaa&z!'bm, Those who developed the original concept
of a central intelligence group had clearly in mind the ever-present

factor of departmental bias as well as the shortcomings of joint in-

telligence, which often produces estimates so watered down in the

agreement as to be valueless. CIA estimates can mﬁ( a

el

‘only if they are produced with full cognizance of depart-

“ AC
mental views but without subservience to separtmengl prejudices.#ﬁ‘”‘“
view JgbigsENg of CIA drafts w

o elimiﬁm""!u‘fnor or apparent
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differences but not to g;oss over divergences of informed opinion.
The resultant estimate\illlud mnst be essentially that of CIA and not
that of the JAC collectively. Neb-wmigeshmmald Any statements of

dissen ted to substantial and well-defined issues, as the
M eraeirta, % %amm',.ﬂ
directives now provide, o be further modified to

restrict dissent to the field of responsibility of the dissenting agency.
(?or example, ONI has an interest in political matters but is not reg-
ponsible for estimates in that field, and CIA should not be required to
publish a dissent by ONI on purely political matters if OIR concurs in
the CIA position.) The logic of QORE's contention is simply that, just as

a dissenting member of the JAC cannot be expected to share in the res-

LT .
ponsibility for estimate\ew which he disse nts, so, by extensia:,

Ik m-(gf
(E;;;;;heai’lkc concurrence is compiéEE}) Tesponsibility -f¢-

Ete-gh-$9 100

shareﬁ coﬂEec%?vaig%i;cééz members of the IAC. Concurrence should fortify

the estimate; it should not create an artificial responsibility. The
Dulles Report does not reflect a clear pndgrst ding of this vital aspect
of the coordimation theory, fggg;gi;;g;gfszzi:tional“ intelligence is
merely "coordinated" intelligence, and coordinated intelligence is joint

intelligence, at the mercy of departmental bias.6LG§&-3huutd~be~noquired,

Views..on.-thoss- parts - of -thEe-estinste-whieh-deal with-matbers-within.-theis
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C.  Although the Report favors . method of preparing drafts in an
ad hoc committee, the experience of ORE (including the example of
"Project 50", cited by the Committee), shows that this procedure is
time-conguming and inefficient. ORE believes that coordination pro-
cedures will be effective only if its own estimates personnel pro=
duce the initial draft as a basis for discussion with a permanent,
full-time, substantively competent IAC committee, prior to the
submittal of the estimates to the Director for IAC action.

‘S: ORE agrees that there must be effective means for handling crisis
situations. In the light of past experience, some modification of
the present DCI 3/1 procedures may now be mecessary.

‘2: ORE belleves that its estimates must earn their distinction as
the most authoritative intelligence available to the policy-makers.
It is, however, recommended that the NSC enjoin the policy makers
to—ubitize CTA IMTE I I I peTrCe-wherr P aced-witit-poiio ieisti-oho ey windmin~

d:-gs give CIA such guidance in matters pertaining to national policy
that CIA intelligence support will be more directly responsive to their

needs.
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~respective-fields-of-responsivitity- (s distinguished-fron.Lields of
where 1t dsemE-1twise-$0.-40-80y .CIA BUsY -secume-{inal responsibility
for the-estimate,

1.
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5. CONCLUSION & RECOMMENDATION - CHAPTER VI (2)

The Coordination Division (reconstituted Interdepartmental

Coordinating and Planning Staff) should be given the responsi-

bility for studying the actual scope of the Research and Reports

Division and for recommending those services of common concern

which should be performed centrally.

o Us«: (D #ZRa Mﬁaj

SR

a. ORE belleves that actuaﬂ e of intelligenceg prq.ductlon
in fiely of common cocernA dubre i dagd SIS Sa—cnatd “7
‘ . 1 » = ‘\,\.-
o, NSGID-4 Im’a Mm Vv /e " o
OQC AW .'"’-3! nu,_ ‘ i o
i res nslbil X 1n conaboration with .

the IAC Standing Comm:.ttee) 'gﬂr AR % Nsc 1D #F 3%

_‘.U Fur mer comments on the ORE concept of the reconstitutad

ICAPS function are included in 7 below.

-
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CONCLUSIONS AND RECCMMENDATIONS
'(1) In addition to the Estimates Divisiow/recommended in the previous
Chapter, there should be created out of th€ present Office of Reports and

Estimates a Research and Réﬁns?s Divigion to accomplish central research in,

and coordinated production of,\ elligence in fields of common interest.

The staff of this Division s uld\ clude sufficient representation from
the State Department and £he Services %o insure that their needs are
adequately met.
(2) The Cogfdination Division (reconstituted Interdepartmental
Coordinating

studying

rec

Planning Staff) should be given\the responsibility for
e actual scope of the Research and Eepo;t§ Div1sion and for

ing those services of common concern which sﬁéq%d be performed

-y
L%%;»The propriety of the preparation by the Central Intelligence Agency . ;

of essentially political summaries should be reviewed, taking into considera- ?
i
tion the need for such summaries, the existence of a number of duplicating f

summaries and the parhicular capabilities of the indivlidual departments to }

T -
A g g

prepare them,

Py :
E .
?; . -
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&+ ORE does not concur in this recommendation or its implications.

In referring to CIA current intelligence publications as "essentlally
political summaries," the Report properly indicates that those
publications are based to a considerable degree on State Department
materials. However, a major cause for this preponderance of State
Department materials is that Army and Navy do not, as State does,
make their highest level intelligence and operational materials
available to CIA. A strong NSC directive is required to remedy

this situation. Concerning the problem of duplication, ORE believes
that such duplication is more apparent than real. BEach of the
departmental agencies produces periodic summaries which are designed
for a specific audience, and no one of those publications could

meet the needs of the other audiences. (Even the State Department
summaries are specialized; they are diplomatic summaries for readers
with an intimate knowledge of diplomatic operations.) CIA current
intelligence publications are the only ones designed primarily for
the President and the NSC. ORE believes that oniy ¢IA has the
perspective and the freedom from bias neceseary for proper performance

of this delicate and significant function.

6. be The President and the members of the NSC have repeatedly ex- 5

pressed their approval of the CIA Daily and Weekly Summaries. Although

. the Report e
"PO sz 8 no specii?c comgegdation concerning the CIA montbly
~ﬂilld-Revie,t the publication has been well received, insofar as ORE

has been able to ascertain.
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q. CONCLUSION & RECOMMENDATION - CHAPTER IV (7)

The ICAPS should be reconstituted as a staff responsible only

to the Director of Central Intelligence with the task of developing

plans for the coordination of intelligence activities.

S = thy Aecowmndation

@, ORE does not weenourthat in 1ts reconstituted form ICAPS or

the proposed ®Coordination Division® should function as  reoc

in tg report. . ORE recommends that in-lisu-oé~ ICAPS 3 o okven D
a f -his Assisgant Dirgctors which will advige !

ouncd ] so 3
~ . ﬁd
on matters interdepartmdntal coordination, and which will

prepare drafts of NSCID's and D/CI!«s to implement such proposals;

S+ The council of Assistant Directors under the ORE proposal
would require a Secretariat to formulate agenda, circulate drefts
of papers, arrange and schedule meetings, record conclusions reached

and cause approved plans, policies and directives to be promulgated.

. . oy o gl ) ]
‘ Mfcil\of‘mm snt Dirseters.undar. this- ?i’wﬁ;ﬁ?&m
in whple ._o’_x;“j.npa?”"tﬁ: causwwm
. v Tngs - ,

;fbca :md A ;#,f%-‘_
awww@/ cATY 7Ly o b

.
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g'. CONCLUSION & RECOMMENDATION - CHAPTER IV (8).

The responsibilities of the OCD with respect to the coordination

of collection requirements and requests and the dissemination of

intelligence should be carried out under the new Coordination

Division. This is subject to future determination of the extent

to which individual offices may conduct their own dissemination.

a. ORE does not agree that the OCD function is appropriate in
any sense to its concept of the working staff function recommended

for the reconstituted ICAPS in paragraph 9 above.
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W.. CONCLUSION & RECOMMENDATION - CHAPTER VII (4)

The Foreign Documents Breanch should be made part of the

proposed Research and Reports Division if one is created.

ar /a8 it

’ 3 W,‘_._vwm/ \ "Q
%M the FDB functioM

rce exploita~-

tion fac111ty" involving a substantial library snd reference

function, ed

to the CIA Library. TA %M tﬁ-\*\

Qentral service to all CIA components.

Approved For Release 2000/05/23 : CIA-RDP75-00662R000300050049-4




-
Approved for Release 2000/05/23 : CIA-RDP75-00662R000300050049-4

1@. CONCLUSION & RECOMMENDATION - CHAPTER XI (5)

There should be effective coordination between the work of

the JIC in the field of military estimates and that of the

CIA and IAC in the field of national estimates.

8. ORE believeé that %MW

intelligence,production can be e t‘/thwor ing
dD0eE > Leh WSS ov el ae Ban [E
level and\byﬁ- >

Feprésentation

—ttpeily <d Mg—- '
b. It is strongly recommended, therefore, that thedORE

have the responsibility conducting working-level liaison on

substantive intelligence matters with NSC and JIC.
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11. CONCLUSION & RECOMMENDATION - CHAPTER XITI (1)

The State Department, to which the NSC has assigned dominant

interest in the collection and production of political, cultural

- and sociological intelligence, should equip itself more adequately

to meet the legitimate requirements of the CIA and of other

Governmental intelligence aggncies for such intelligence.

CONCLUSION & RECOMMENDATION - CHAPTER XII (2)

The specialized intelligence staff in the State Depariment, the

Research and Intelligence Staff, does not now have sufficient

current knowledge of departmental operations and policies to

furnish, on behalf of the Department, the basic estimates which

may be required by the CIA and the Service intelligence agencies.

a. These two conclusions and recommendations have been considered
together as being separate parts of the same problem.

b. ORE concurs in each statement. (1) 4s long as the intelli-
gence facilities of the Department of State are inadequate to meet
CIA deadlines and CTA specifications for intelligence production,
CIA has no alternative but to produce its own political, cultural and
sociological intelligence. (2) As long as OIR is denied access to
needed information which is available in the Department, ORE cannot
risk the assumption that OIR intelligence production is complete and

accurate,
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12. CONCLUSION & RECOMMENDATION - CHAPTER XII (3)
The liaison between the State Department and the Central

Intelligence Agency should be closer and put on a continuing,

effactive basgis.

&. OFE concurs. Authorization should be granted ORE to maintain
effective liaison with political and operational levels in the Depart-
ment of State in addition to the liaison presently authorized with
OIR. It is particularly important that ORE have effective working
relations with the Department's Policy Planning Staff in order to
coordinate intelligence production requirements. ORE intelligence

' production plans should be in phase with the policy planning of the
.Departmént. The present arrangement, authorizing ORE to deal only
with?§he Office of Special Assistant for Intelligence, prevents CIA

'f}lé%receiving guidance from the State Department policy level.
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